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|. Executive Summary

The ENI Bureau contracted with RONCO Consulting Corporation (RONCO) to
implement Task Order #3 - Enterprise Restructure and Revitalization — Building
Hungarian Capacity (Task Order). The Task Order activity was designed to contribute to
the Bureau' s dtrategic objective to simulate the development of private sector enterprises

in Hungary by enhancing their operating efficiency.*

AID’s assessment determined that private sector enterprisesin Hungary (privatized and
newly formed private companies) required the assstance of consulting firms to become
competitive and/or viable?  The prohibitive fee structure of the top ranking local and
internationa consulting firms operating in Hungary mitigated againgt smal and medium
private sector companies (SVIE) accessing the revitaization services they required. This,
coupled with the belief that the next tier of mid-szed Hungarian conaulting firms, while
more affordable, lacked many of the skills required to provide effective enterprise
restructuring services, resulted in AID contracting RONCO to devel op the capability of
the smdler and mid- sized Hungarian consulting and accounting firms.

RONCO achieved, and exceeded, all of the work requirements outlined in the Task
Order.

The RONCO/Arthur Andersen (AA) team (the team) successfully completed the
objective to develop the capability of Hungarian consulting and accounting firms to
provide business restructuring, revitalization and operational assistance. They
exceeded the target of working with three firms by 100%, strengthening six Hungarian
consulting companies.

The RONCO/AA team, through its consulting partners, exceeded the objective of
providing restructuring and revitalization services to twenty Hungarian medium sized
companies, and provided services to twenty-one Hungarian companies.

The RONCO/AA team exceeded the objective to provide up-to-date, internationally
accepted professional methodol ogies and software by creating an entirely new business
consulting and management training toolbox, and made it available in a user-friendly
CD-ROM format. The RONCO/AA team also conducted a series of weekly formal
training sessions for its consulting partners utilizing the standardized tool kit
methodologies.

The RONCO/AA team achieved the objective to devel op theinstitutional capability of a
Hungarian counterpart to provide longer term support to consulting companies and to
make restructuring materials more broadly available by selecting, and working with,
the Business Basics Foundation (BB) asthetraining counterpart. The team exceeded

; Enterprise Restructure and Revitalization — Building Hungarian Capacity, page 2.
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this objective by working with several local organizations that provide training to a
broad range of businessesin the small and medium enterprise community, and also
provided these organizations with the new CD-ROM format of the toolbox.

The RONCO/AA team exceeded the objective to provide broader outreach management
training to at least 150 enterprise managers by providing training to 174 enterprise
managers.

The remainder of this report outlinesin greater detail: 1) RONCO' s gpproach to the Task
Order; 2) how this approach enabled RONCO to achieve the Task Order deliverables and
objectives; 3) the tangible results RONCO achieved as of the close of the Task Order
period; and, 4) conclusions and recommendations for future project activities of this

nature.



II. Task Order Objectivesand Deliverables

The Enterprise Redtructure and Revitdization — Building Hungarian Capacity Task Order
(Task Order) was signed on August 27, 1996. The RONCO team arrived in Hungary to
begin work on February 22, 1997. The ENI Bureau' s objective of the $1.8 million Task
Order was to stimulate the development of private sector enterprisesin Hungary by
enhancing their operating efficiency.® Thiswould be accomplished by strengthening the
capacity of Hungarian restructuring service providers (consuting firms) to provide
revitalization and restructuring services to the Hungarian medium sized business sector.*

In order to accomplish this, AID contracted with RONCO Consulting Corporation to:

deve op the capahiility of three Hungarian consulting and accounting firms to provide
business restructuring, revitalization and operationa assistance®

strengthen the selected consulting companies (partners) by providing them with up-
to-date, internationally accepted restructuring and revitaization methodologies and
software as the partners provide consulting services to medium sized enterprises
during the Task Order period:®

develop theindtitutiona capability of a Hungarian counterpart to provide longer-term
support to Hungarian consulting companies and make restructuring materials more
broadly available;” and

provide broader outreach management training to a least 150 individuals®

The Task Order emphasized that the contractor was to focus on “ capacity building” of the
consulting companies (partners) as opposed to the direct delivery of enterprise
restructuring services to SME end users.® The Task Order outlined amethodology by
which the contractor should accomplish the strengthening of the consulting companies.
This methodology was to include:

expatriate team members working with the consulting partners as the partners
provide restructuring and revitdization services to a least 20 Hungarian medium
sized companies;’® and

3 Task Order — Enterprise Restructure and Revitalization— Building Hungarian Capacity, page 2.
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formal training utilizing the standardized methodologies contained in the toolkit.*

Through its team of experienced professionas, RONCO implemented the Task Order
methodology to accomplish, and exceed, dl of the work requirements and ddliverables.

1 Op. Cit. page 4.



I11. Consulting Company Capacity Building

Selection of Consulting Partners

The Task Order stated that the consulting companies sdlected to participate in this project
should be “100% committed and engaged to the learning process.”*? It also specified
sdlection criteriato define what condtituted an eigible consulting company. These were:

100% private Hungarian ownership;

sgnificant and diversified experience, preferably in the corporate restructuring areg;
exhibit awillingness to receive outsde hdlp; and

have a diverse client base.

The USAID/Budapest mission (the mission) informed the team &t an introductory
briefing in February, 1997, that due to high levels of unemployment, the misson was
focusng many of its program activities on the northeastern sector of Hungary. Although
not a qudifying factor, the team made efforts to incorporate this factor, to the extent
possible, in selecting consulting company partners.

After making contact with the loca business community, professona associations, and
reviewing business directories, the teeam narrowed itslist of potential candidates to 13.
The team prepared a marketing presentation in Hungarian to explain the Hungarian
Consulting Development Project (HCDP) program, and underscored the potential
tangible results and obligations of a participating consulting partner. HCDP team
membersinterviewed al of these firms to determine their suitability to participate in the

program.

In addition to the sdlection criteriarequired by the Task Order, the team placed particular
emphasis on evauating each firm's functiona specidty, prior and current revenue base,
number of past and present clients, the total number of employees, the number of
employees available for the program, and the firm’s level of interest to participate in the
program. The team dso inquired as to whether the company had offices or dlientsin the
northeastern part of Hungary, and whether the company had medium sized clients within
its portfolio. The team sdected S, rather than three, firmsto join in the program. Table
One on page 6-A presents summary information on each of the HCDP consulting partner
companies.

AID approved the first four participating partners within the first four weeks of project
start-up as required in the Task Order.™®  Three more partners subsequently signed
participation agreements. (Qudit-Invest replaced one of the origind consulting partner
firms, Euroexpert, in duly.)

12 Op. Cit. page 4.
13 Op. Cit. page5.






Assistance and Support Provided

The team provided cgpacity building assstance to Sx Hungarian consulting firms
throughout the Task Order period. The assstance that the team provided improved the
consulting companies  capacity to deliver restructuring servicesto SMEs.

As specified in the Task Order, RONCO was to develop the capacity of the consulting
companies to provide services, and work through them, rather than providing direct
consulting services to end user firms. The team accomplished thistraining and skills
trandfer primarily through *hands-on’ assistance by working directly with the consulting
partners through the consulting process.

Each partner was ‘teamed’ with one of the HCDP expatriates and a Hungarian in-house
counterpart. Team members worked directly with consulting partners at every stage of
the consulting process. This included work with the consulting partners prior to the
marketing of servicesto potential end users, and continued through completion of
consulting assgnments.

Congstent with the Task Order’ s requirement that the contractor focus on capacity
building versus direct ddivery of enterprise restructuring services, HCDP' s support was
designed so that the consulting partners remained the primary service providersfor the
restructuring and revitdization projects.

The RONCO/AA team provided awide range of capacity building support to the Six
consulting partnersin order to strengthen the partners ability to provide an improved,
and broader range of revitalization and restructuring servicesto SMEs. RONCO/AA
assistance included:

Sdf-assessment — Initidly a number of the consulting partners needed to assess their
own strengths and weaknesses, as well as opportunities and threats in their markets to
better understand their own interna goals and strategies. The HCDP team prepared a
sdf-assessment methodology to assst the consultants in this process, and discussed
and critiqued the results. The partners used the results of this assessment to define the
market they should pursue, their competitive advantage, threets to further growth, and
additional resource requirements.

New client progpects— HCDP assisted consulting partners to identify new sources of
potentid clients to whom partners could market consulting services. Markets for
particular types of consulting services were defined, sources of potentid client names
were identified (e.g., trade associations, professond organizations, government
records, persona contacts), and contact programs were established. A “pipdine’
report was prepared by HCDP on aweekly basis to monitor progress made by the
conaulting partners in identifying potentid dients, and their successin moving
potentid clientsto the proposa and contract stages. HCDP team members aso
independently identified new client leads, and forwarded these to consulting partners.




Marketing information and presentations — HCDP worked with consulting partners to
develop materids for partners to use to market consulting services to potentia end
users. Materidsincluded individua consulting company brochures, a presentation
highlighting tangible results that participating end users could achieve, and a
discussion of the consulting process.

Client solicitation— HCDP team members worked with consulting partners to
improve presentation skillsin order for partners to successfully market services to
potentid clients. HCDP training included how to make contact with a potential
customer, how to sdll services, and how to closeaded. In addition to the
solicitations made by consulting partners, HCDP team members dso solicited
potentia end users, and forwarded any promising leads to consulting partners. Some
of these contacts were identified through SME business organizations, such asthe
Hungarian Foundation for Enterprise Promotion, whose membership subsequently
received training under the HCDP program. Follow-up by consulting partners with
these organizations in the future should lead to additiona consulting work.

Proposal development and review — All the consulting partners needed to improve
their proposal preparation. HCDP conducted atraining session early in the program
to define the key sections of awell-written proposal, to standardize formats (e.g.,
resumes, project descriptions, standard methodologies, etc.), and to ‘ professionalize
the actual submisson. HCDP team members critiqued dmost dl of the proposas that
conaulting partners prepared. In mogt instances where HCDP suggested changes,
consulting partners revised proposals to incorporate these revisons prior to
submission to the potentid client. HCDP team members reviewed gpproximately 45
proposas that consulting partners subsequently submitted to potential end user firms.
The team continued to review proposas and provide input to partners on proposal
submissions even for end user firms that were not potential HCDP participants.

Presentation and meeting planning — HCDP worked with consulting partners to
improve presentation planning and presentation styles when conducting workshops
for clients, and to improve the client’ s participation and implementation of action
plans. Team members worked closaly with partnersto improve their effectivenessin
communicating key concepts and promoting client ‘buy-in" as part of the presentation
process.

Formd training programs — HCDP personnd, both expatriate and Hungarian,
prepared and delivered atota of 31 half-day, HCDP Toolbox based, training
seminars to the consulting partners. These sessons were held on an dmost weekly
bas s throughout the life of the project &t HCDP s offices. The primary purpose of
this training was to: improve the consultants' skills to develop, conduct, and manage
conaulting assgnments, develop their skills with regard to specific andytica
techniques; and, familiarize the consultants with the contents of the HCDP Toolbox
S0 they could utilize it to the maximum extent. Table Two on page 9-A providesa
complete liging of the topics covered during each of the training sessons.

10



Direct dlient interface — HCDP personnd participated in meetings directly with the
partners potentia or actud clients. While team members ensured that the consulting
partner took the lead in these sessions, there were opportunities for HCDP expatriate
personnel to intervene with, and on behdf of, consulting partners, and provide
guidance on particular client issues based on awide range of prior experience. Team
members were able to lend additionad “weight” and credibility to the efforts of the
consulting partners to win anew dient or to convince aclient of a particular course of
action. These mesetings also provided team members with an opportunity to observe
the performance of the consulting partners, and later provide input to partners on
improvements for future work, as well as citing methods that worked well.

Consulting project review sessons — Congderable skills transfer occurred throughout
the entire Task Order period during the innumerable informal sessions between the
consulting partner firms and their HCDP expatriate and Hungarian counterparts.
These roundtable discussions covered a variety of topics such as strategies for
marketing services, expanding contact lists, proposa devel opment, contract
management, resolution of technica business problems, promoting client acceptance
of findings and recommendations, action plan development and implementation, and
find report review, among others. Client management was an important topic during
many of these sessons as partner firms learned how to manage their clients
expectations regarding the contracted scope of services, while a the sametime,
enauring the clients satisfaction.

Standardized methodologies— The HCDP Toolbox is discussed in more detail in
Chapter V of thisreport. However, as part of the skills transfer process, the
standardized methodologies did form the bass of the weekly training sessons
referred to earlier. These methodol ogies were also employed by the consulting
partners as atechnica resource to resolve project development, management, and
implementation issues that arose during the course of their consulting assgnments.

Financid support — HCDP paid the base salary for an average of 2-3 individuasfrom
each of the sx consulting partner firms. These consultants were paid for time spent
on HCDP conaulting assgnments. Thisfinancid support enabled the consulting
partners to discount the cost of their services, thereby increasing the number of
medium szed clients to whom they solicited their services. This‘discount’ dso
enabled consulting partnersto offer clients a new and broader range of services,
without the client assuming the consultants learning cogisin these new skill aress.

11



TABLE TWO
HCDP WEEKLY TRAINING SESSIONS
APRIL 21,1997 - DECEMBER 18, 1997

HCDP Toolbox Overview

Conducting Interviews in the Course of a Consulting Assgnment
|dentifying, and Marketing Services to, Potentid Clients
Standardized Approach to the Consulting Process

Review of Financid Modds

Managing Change within a Client Firm

Business Process Re-engineering

Strategic/Organization Assessment

. How to Incorporate New Companies Into Y our Prospect Pipeline List
10. How to Conduct a Successful First Meeting

11. How to Prepare and Present Effective Proposals

12. Assessing Your Company's Scope of Consulting Services and Expertise
13. Re-engineering Business Processes

14. Distressed Company Restructuring Process

15. Company Revitdization Process

16. Corporate Governance

17. Market Based Business Planning

18. Totd Quadity Management in Business Operations

19. Busness Planning Tools

20. Data Collection Tools

21. Totd Qudity Management

22. Management Information Systems

23. Revitdization Through Quality Processes

24. Implementation Action Planning

25. Quantifying and Documenting Measurable Client Improvements
26. Innovative Marketing

27. Marketing Communications

28. Advertisng and Promotion

29. Market Research

30. Pricing as an Element of Marketing

31. Strategic Marketing Planning

CoNo O~ WDNE



Tangible Results Achieved

RONCO’ s cgpacity building ass stance resulted in specific tangible results within each of
the HCDP consulting partner firms. Consulting partners identified these specific changes
and improvements to the ways in which they now transact many phases of their
consulting assgnments and to their overal business operations. The information below
highlights the key tangible results that each HCDP consulting partners achieved due to
RONCO sKillstransfer and capacity building assstance.

AAM
AAM redized the following tangible results.

AAM is now an active provider of consulting services to the SVIE business
community in Hungary. AAM previoudy worked amost exclusvely with large
clients. Only asmdl portion of its client base included SMEs, dthough AAM did
recognize the importance that the SME sector could contribute to the firm’s continued
growth. HCDP provided AAM with a disciplined entry into the SME market.
Having worked now with several SMEs during the marketing, proposal, and
conaulting project implementation phases, AAM has a much better understanding of
how the SME market functions, and how they must dter severd of its drategiesin
order to effectively solicit consulting business from other SVIE dlients. Thisis
reflected in a different strategy that AAM is designing to attract new SME dlients.

AAM successtully penetrated the market to provide consulting servicesto SMEsasa
result of the financia support provided to AAM by HCDP. Asafirm previoudy
sarvicing larger clients, AAM’ s fee dtructure was too high for most SMEs. With the
HCDP support, AAM was able to lower its rates, win assgnments with three SVIES,
and gain experience with clientsin this market. AAM now clearly understands that

its exiging fee rate structure is a hindrance to its expangon in the SMIE consulting
market, and it is designing Srategies that reflect a different range of consulting

service offerings based on a price that the SME market will pay.

AAM'’s proposals are now much more fully developed with the understanding that
these have amgor impact on winning projects. AAM did not previoudy assign great
importance to proposals and their content. Proposals only represented a summary of
the agreement dready reached with the client, typicaly one with whom there was an
exiging long-term relationship. Now, with increasing competition and the need to
provide more detall to potentid SME clients, AAM has expanded its proposal content
and is spending more time on proposa preparation. The training and informal
critiquing provided by HCDP was helpful in this process.

AAM conaultants enhanced their skillsto focus on the SME sector as aresult of the
HCDP training programs. While AAM consultants had previoudy been exposed to
many of the training topics, the focus on SMEs in the HCDP sessions was particularly
helpful. The“workshop” style of the training, dong with the extengve use of




examples, discussion of persond experiences by the HCDP expatriate staff, and the
opportunity to exchange experiences with other locd consultants gave AAM an
understanding of the particular needs of SMES, versus those of larger clients.

AAM bdieves the HCDP Toolbox is auseful compendium of proven consulting
techniques. Although many of the topics were not new to AAM consultants, they
believe the Toolbox is a practica and easy-to-use summary of proven andyticd
techniques. They are using the Toolbox materiasin both internd and externa
training programs.

Argumentum

Argumentum redlized the following tangible results:

Argumentum experienced an improvement in itsinterna operations and growth.
Argumentum began to gpply some of the marketing and business growth solutions it
recommends to dientsto its own business operations. The company implemented
new business development opportunities more vigoroudy. Asaresult,
Argumentum’s revenues grew by 50% in 1997. The company networks with a
broader range of organi zations and companies as a means to develop new business
opportunities. It has aso begun to encourage employee education as ameansto
improve savicesit offersto clients.

Argumentum standardized its proposa format. Asaresult of HCDP traning in
proposa development, Argumentum standardized the format it usesto prepare
proposas for potentia clients. Rather than ‘ creating’ anew proposa each time,
Argumentum now uses the same format, and adds additional segments on an as-
needed basis to address the requirements of the targeted client. Using a standardized
format enables Argumentum to prepare afar grester number of proposaswithin a
shorter time frame. Thisresultsin ahigher converson rate (i.e., proposas won),
which is the essence of a consulting company’s ability to generate additiona

revenues.

Argumentum’s proposal format now defines the ddiverablesit will provideto its
clients, and includes interim review and approva sessonswith the client during the
consulting assgnment. Previoudy Argumentun’s proposals offered the client a brief
summary of the work to be done, and specified that Argumentum would provide a
fina report. Argumentum reported a number of instances in which there were
discrepancies between the client’ s expectation of the final product and
Argumentum’s. Asaresult of specifying the deliverablesin its proposals, and
incorporating interim review sessons, Argumentum’s clients are now part of the
conaulting process. This significantly reduces client confuson and disagreement.
Clients are included in the problem identification and problem resolution phases.
This enables clients to better understand what Argumentum is recommending asa
solution, and why. This benefits Argumentum and its clients, as the latter are far
more likdy to implement the solutions if they understland how these were devel oped.




Specifying the ddiverables enhances Argumentum’ s ability to explain, and for the
client to understand, exactly what isincluded in the contract, and whét is outside its
scope. Thisreduces the likelihood of disputes and limits potentia cost overruns.

Argumentum now includes project timelines which provide for improved project
management and more accurae pricing. As aresult of HCDP assistance,
Argumentum now includes project implementation timelinesin its proposds. This
accomplishes anumber of positive results for Argumentum. It enablesthe
consultants to better identify and plan the range of activities they must complete
during the assgnment. It aso improves Argumentum’s contract management, and
ensures tha it has available the necessary consulting skills required to complete a
range of assgnments. Preparing a project timeline dso disciplines Argumentum, as it
serves as a measure of time spent versus revenue generated.

Argumentum improved and expanded the range of business technical skillsit isable
to offer to clients. Asaresult of HCDP assistance, Argumentum no longer views the
company only as amarketing consulting firm.  Argumentum is able to offer awider
range of servicesto potentia clients, thereby enabling the company to solicit business
from alarger range of clients. The consultants have developed more confidencein
their abilities to solve a broader range of revitaization consulting problems, and to
work closdly with their clients in the resolution of these.

Argumentum utilizes the HCDP Toolbox to design and conduct training workshops
foritscdients The HCDP Toolbox contains methodol ogies and approaches that
Argumentum utilizes for training to educate management and employees within its
client group. Thistraining often serves to support the actions that Argumentum
developsfor its clients, and asssts client management to gain employee support to

implement change.

Confidence

Confidence redized the following tangible results:

Confidence expanded the range of sourcesiit utilizes to identify potentia dlients, and
more aggressively markets its services to this new audience. Confidence previoudy
relied dmogt entirely on persond contacts for new clients. Asaresult of assstance
from HCDP, it now utilizes other sources to research and identify new business
prospects and opportunities, e.g., trade and professona associations, industry
economic reports, government statistics, trade shows, conferences, etc. Confidence
better understands how to approach potentia clients, and now takes amore
aggressive gpproach to generating new business.

Confidence adopted a reorganized proposal format, thereby sgnificantly reducing its
proposa preparation time. Based on proposal review provided by HCDP, Confidence
understands the value of awell planned proposd. It now utilizes a standardized




format that demongrates its understanding of the client’s business, presents alogica
gpproach and scheduling, and emphasi zes the va ue added by the consultant.
Standardized formats are enabling Confidence to prepare alarger number of
proposas, thereby improving its proposa conversion ratio and increasing the level of
businessit conducts.

Confidence s data collection activities are more efficient and effective. Asaresult of
project planning reviews with HCDP, Confidence now takes more time to plan data
collection activities and to discuss these with the client. This enables Confidence to
complete this phase of the consulting assgnment in amore focused and
comprehensve manner, thereby maintaining project schedules. Confidenceis
making greater use of interviews with awide range of managers, aswell aswith
customers and suppliers. Confidence now also incorporates market research into its
data collection activities. The efficiencies and wider scope of services Confidence
includes in its consulting projects improve the quaity of work completed and help to
contain project costs.

Confidence grestly improved its project management. Confidence now properly
utilizes the proposal document, particularly the approach and timeline schedule, as
the primary basis by which to manage the implementation of a consulting project. As
noted above, Confidence dlocates more time to the planning phase of a consulting
assgnment, thus improving the successful completion of the work. Confidence aso
understands the need to include the client in the consulting process, thereby
improving the client’ s ability to understand the need for changes, and the likelihood
that the client will adopt the changes.

Confidence identifies " quick wins’ to promote client satisfaction and build project
momentum. Confidence now places grester emphass on categorizing
recommendations as being of immediate, medium, or long term benefit. It gives

particular attention to improvements that the client can adopt quickly and at little cost.

Thisfacilitates client recognition of the ‘ussful assstance’ that the consultant is
providing, and enables Confidence to offer solutions to the client throughout the
consulting assgnment.

Confidence developed a much clearer understanding of its own drategy asa
conaulting firm With the assistance of HCDP, Confidence conducted a sdif-
asessment (SWOT andysis) of its corporate postion in the marketplace. Onthe
basis of this andysis, the firm developed its own strategic plan for the next two years,
identified resource requirements, and clarified target markets for new business
growth.

Confidence consultants consderably enhanced their technica skills and
understanding of the consulting process. Confidence consultants found the HCDP
training programs to be ingtructive and practicd, particularly with regard to rdatively
new topics for the Hungarian market, such as change management and the use of

16



customer and supplier surveys. Perhaps most importantly, they learned and
developed a more systematic approach to consulting assgnments. They no longer
view the consulting process as adigointed series of tasks (i.e., proposd, data
collection, project management, report writing, €tc.), but now understand the
integrated nature of this process from beginning to end.

Confidence believes the HCDP Toolbox is a useful resource. Confidence uses
modules from the Toolbox to develop presentationsto clients. Consultants are
incorporating many of the data collection techniques and formats, such asthe client
survey, into their consulting process.

Gordius
Gordius redized the following tangible results

Gordius improved its ability to creste solutionsfor clients problems. Asaresult of
HCDP training sessons, Gordius consultants improved their ability to identify
problems within a client company and create solutions. HCDP Toolbox training
sessions often utilized case studies as a means by which consulting partners would
logicdly think through Situations, identify problems, and develop solutions. Gordius
now applies this thought process to its own consulting projects.

Gordius expanded the range of consulting services it offersto dlients. Thetraining
that Gordius consultants received within the scope of the HCDP project enables the
company to market a broader range of servicesto potentia clients. This should result
in increased business for the firm asit offers new services to existing and new
clientee,

Gordius expanded its range of consultant networking. The weekly HCDP sessions
provided Gordius with the opportunity to discuss ongoing consulting projects, and
share solutions and ingghts to resolve problems it was encountering with clients.

Gordius utilizes the HCDP Toolbox as a consulting tool. Gordius utilizes the
methodologiesincluded in the HCDP Toolbox to conduct its consulting

assgnments. Gordius gpplies and incorporates a number of the data collection tools
into its consulting projects.

Gordius improved its ability to market servicesto clients. Asaresult of HCDP
assistance, Gordius revised the way it views particular consulting assgnments.
Rather than smply proposing initia survey audit servicesto potentid clients,
Gordius now develops proposals that incorporate arange of services, financiad and
otherwise, within the scope of one contract. This has reduced the number of
proposals Gordius prepares per client, at the same time increasing the range of
sarvicesit offers. Thisresultsin reduced proposa development costs and increased
revenues per contract.




MACRO
MACRO redlized the following tangible results:

MACRO expanded the sectors in which it markets services. Asaresult of asdf-
assessment MACRO conducted with HCDP assistance, MACRO determined that it
needed to revise its marketing strategy. Formerly MACRO only targeted companies
that exported as potentia new business opportunities. Asaresult of more Hungarian
companies gearing production for the domestic market, MACRO recognizes that
these firms d o offer a sgnificant opportunity to expanding its client base. HCDP
worked with MACRO to target the Hungarian medium sized business sector.

MACRO now offers a broader range of servicesto its customers. This corporate self-
assessment aso led MACRO to incorporate additiond consulting servicesin itsrange
of offerings to potential customers. These new sarvices are adirect result of HCDP
assstance. Some of the new services include Business Process Re-engineering and
Re-enginearing with Totd Qudity. MACRO is utilizing a sgnificant amount of the
relevant modules from the HCDP Toolbox as it expands into these new service aress.

MACRO now incorporates training sessions for management and employees into its
proposals. Because of proposal reviews provided by HCDP, MACRO now
appreciates that an essential dement of any successful consulting assgnment
requires client management and employees to understand the benefits from
cooperating with, and participating in, a consulting project. In the past, MACRO
frequently encountered resi stance from employeesin client companies while trying

to complete consulting projects. MACRO sgnificantly reduced this problem by
including information and training sessons for dient employees and management
prior to the start of, and during, a consulting project. MACRO dso includes
management and employee representatives on a project management committee as it
conducts an consulting assgnmern.

MACRO bdlieves the HCDP Toolbox is a useful tool to conduct training sessons.
MACRO utilizes the Toolbox to conduct introductory training sessons for client
firms, and dso uses the Toolbox as an effective meansto train clients employeesin
the aress of customer service, sales, and marketing.

Qudit-1nvest
Qudlit-Invest redized the following tangible results:

Qudit-1nvest restructured and streamlined its proposad format. Qudit-1nvest now
includes a cover |etter to the client dong with the proposd, summarizing the benefits




of the proposed consulting assgnment. Qualit-Invest also presents its approach to the
consulting project in amore concise format, meking it far eeser for adlient to
understand the services offered. It has developed a phased approach so that the client
can understand the cogts of the consulting project a each stage of the assignment.
Qudit-1nvest aso includes a more understandabl e time schedule and CV's of the
relevant consultants.

Qudlit-Invest reduced proposal preparation time from three days to one as aresult of
utilizing a sandardized proposd format. In addition to making the changes noted
above, Qualit-Invest incorporated assistance from HCDP and standardized, to the
extent possible, its proposasfor dl types of consulting projects. It prepared
“boilerplate’ sections, and incorporates these into its proposa format. This enabled
Qudlit-Invest to sgnificantly reduce proposal preparation time, as well asto permit
more junior consultants to prepare most of these documents, thereby greetly reducing
proposal preparation costs and providing in-house skills transfer.

Qudit-1Invest greatly improved its project management capabilities. Qudit-Invest
now spends a grester amount of time in the project planning phase to properly define
and schedule activities. Qudit-Invest reviews these regularly throughout the course
of a conaulting assgnment, particularly after avigt to the dient. Quadlit-1nvest now
communicates and discusses the updated schedules with the clients. This has resulted
in avigbleimprovement in dients understanding of how the assgnments are
progressing, and has facilitated project implementation. Qualit-Invest’ sregular
reviews of project timdinesis aso improving itsfinancid management of consulting
assgnments.

Qudlit-Invest consultants improved their skills through HCDP training programs.
Qudlit-Invest consultants found the exposure to the HCDP training topics a useful
review of information that they now gpply on amore practica basisin their
consulting work. The more junior Qudit-Invest consultants greetly benefited from
the sessions on how to be a consultant, and the consulting process.

Qudit-Inves is utilizing the HCDP Toolbox materids for training courses. Qudit-
Invest conducts arange of training courses for itsjunior staff and clients utilizing
modules from the HCDP Tool box.

Financid support from HCDP enabled Qualit-Invest to strengthen its consulting staff
and expand sarvice offerings. Qudit-Invest hired two additiona consultants, a
portion of whose sdaries were sponsored by HCDP for time worked on HCDP
projects. These consultants brought new skillsto Qualit-Invest. They have enabled
the firm to offer amore integrated service package, including new servicesin the
aress of bookkeeping and financia control/management for smdl clients.
Furthermore, these additiond resources have enabled the Managing Director to focus
more of histime on managing the firm, deveoping alonger-term drategy, and
atracting additiond clients.
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As areault of HCDP assistance to attract and win new dients, Qudit-Inved’s revenue
increased 30% in 1997.

Achievement of Tangible Results

The tangible results outlined above represent only the most immediate gains. Consulting
partnerswill continue to utilize their improved and expanded range of killslong after the
Task Order period. Though the Task Order is now completed, a future measurement of
tangible results will most certainly reved more evidence to document the skills transfer
and capacity building results that the RONCO/AA team achieved.

All of the partrers view their corporate growth and development prospects positively, and
believe they have a Sgnificant competitive advantage over other consulting companies
dueto their HCDP experience. Most of them have brochures or other marketing
materids that reference their involvement with this project. Thiswill enable each of the
consulting partner firms to better position themsalvesin the future, and remain

competitive asthe local consulting industry develops further.

The RONCO/AA team achieved the Task Order objective to develop the capability of
Hungarian restructuring providers to provide business revitalization and operationa
assgtance to the Hungarian SVIE community. The evidence aso indicates that these
consulting companies will continue to thrive beyond the Task Order period, thereby
continuing to offer a better quality and expanded range of advisory services and technica
assstance to the Hungarian private business sector. The assistance that these consulting
companies provide will continue to stimulate the development of private sector
enterprises in Hungary, enhancing the SMEES  operating efficiency.

HCDP consaulting partners strongly endorse the belief that the SME business community
will continue to serve as amgor source of ther revenues in the yearsto come. Thiswas
one of the primary reasons why the consulting partners were anxious to participate in this
project.

Thefollowing chapter of this report outlines in detail results that the end user companies
achieved through the assstance of the HCDP consulting partners. This provides
evidence that HCDP consulting partners have contributed to the improved operating
e‘ficien&/ of Hungarian medium szed businesses, which was the objective of this Task
Order.

14 Task Order — Enterprise Restructure and Revitalization — Building Hungarian Capacity, page 2.
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V. Restructuring and Revitalization Projects

Selection of End User Firms

The Task Order required the contractor to apply certain sdection criteriato determine a
client firm's (end user) digibility to receive consulting assistance within the scope o this
project. These criteriawere:

100% Hungarian and privately owned;

aminimum of 50 full-time employees,

amaximum of 300 full-time employees; and,

aprobability of successful implementation of the recommendations made by
contractors and restructuring providers.

RONCO and the consulting partners adhered to these criteria throughout the Task Order
period. Inafew instances, with the concurrence of the misson, some flexibility was

agreed in regard to the ownership (some minor foreign ownership was permitted) and the
number of employees.

As noted in the preceding section, HCDP worked closdly with the consulting partners to:

generate contacts with potentid clients;

prepare presentationsto these clients;

accompany the conaulting partnersto initial client mestings;
assg consulting partnersin identifying client needs; and,
prepare high qudity proposas.

During thelife of the project, HCDP and the consulting partners had gpproximetely 100
potentid end user firmsin its“progpect pipding’. This meant that consulting partners were
actively pursuing these end users through a program of mailings, telephone solicitetions,
meetings, proposa writing, and negotiations. Through this process, HCDP consulting
partners contracted with atotal of twenty-one end user firmsto which they provided
restructuring and revitdization services. Table Three on page 19-A provides a summary of
these end user firms and the consulting ass stance they received.

Typical Project Phases

While the objectives and technical requirements varied for each of the twenty-oneend
users, HCDP trained its consulting partners to conduct each assgnment utilizing a tandard
five-phase methodology. This induded:

Project Implementation Planning — Upon signing a contract, and prior to the actud dart
of aconsulting assgnment, HCDP team members worked with consulting partnersto:
a) thoroughly review the services that partners would complete within the scope of the
contract; b) review the timeframe to complete each of the activities, and, ) ensure that
gppropriate resources were in place to commence the assgnment.
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Data Collection— The first mgjor phase to begin a consulting assgnment requires the
callection of information from key managers, employees, cusomers, and suppliers.

The consultant utilizes the information gathered during the data collection phase to
identify problem areas within the end user firm. As part of the training process, HCDP
provided consulting partners with standardized formats of questionnaires thet the
partners utilized during the data collection process. HCDP dso offered training to
consulting partners in how to conduct an effective interview.

Data Andyss — Once the consultant completes the data collection phase, the next mgor
effort comes in reviewing the information for completion and accuracy; measuring this
client specific information againg industry standards, comparing the informetion to
perceptions within the end user firm; and making determinations as to where there are
key discrepancies between the actud and the perceived, why these discrepancies exig,
and how to resolve them. HCDP worked very closdy with consulting partners, and
utilized the expatriates range of technica experience, to provide broader

interpretations of information and input to identify problem areas and develop

lutions

Recommendations and Action Plans—Consultants are hired not only to identify
problems, but to resolve them. HCDP worked with consulting partners to create
solutions to the problem aressidentified. There are two important aspects of this
process. Thefirst wasto be certain that recommendations and action plans reflected the
aress of remediation agreed upon in the contract. The second was that the solutions
offered by consulting partners reflected andysis of the data and information gethered in
earlier phases of the assgnment, rather than reflecting consultants persona opinions

not founded in hard data and evidence.

Implementation — Once consultants provide solutions to the end user, the consultant
must work with the firm to implement the solutions offered. Thisis useful to the client,
asimplementation is the real measure as to whether the money paid to the consultant is
worthwhile. It isussful to the consultant asiit offers an goportunity to demonstrate to
the dlient that following the consultant’ s advice will provide tangible results to the end

user. Tangible results for the end user often result in additiona work for the consultant.

Tangible Results Achieved

Asareault of the assstance from HCDP, consulting partners achieved tangible results with

each of the end usar companies that received consulting assstance within the scope of the
Task Order activity. These results are summarized below.

AAM

Pharmco

Pharmco is a rewly formed pharmaceutica wholesdler heedquartered in Budapest, with a
number of regiond offices. The company was established in 1997 through the merger of
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three former county medica distributors. The company’ s turnover in 1997 was HUF 5.9
billion! and it has 369 employees.

Pharmco hired AAM to assist in successfully merging the three companies. The objectives
were to assst management to establish astrategy for the merged company, develop a
concept for the reorganization and restructuring of the three companiesinto a merged

entity, and prepare an orderly plan which management could use to implement the merger
and regtructuring.

AAM achieved the following tangible results for Pharmco:

The most important tangible result for this assgnment is that the three regiond
pharmaceutica companies were successfully merged into one. The AAM merger plan
is being used throughout the implementation process.

The purchading, logigtics, informetion technology, and controlling/accounting functions
werereorganized, and Pharmco diminated duplications. This should resultin
substantid cost reductions. Pharmeo established centraized functiond units, and
developed and implemented revised work processes and procedures.

While the information system is not yet fully integrated, there is dreedy a better flow of
information between headquarters and regiond offices.

AAM identified overgtaffing in certain human resource arees, and Pharmco is
implementing staff reductions.

Pharmco centrdized its cash management for greater financid efficiency.

Pharmco isreorganizing its sales function. It is establishing new sdes centers, and
developing revised sdes procedures and customer categories.

Gamax

Gamax Kft. is a Budapest based company involved in software design, development, and
testing. Its current projects are mainly for clients based in the United States and Western
Europe, with efforts underway to break into the Japanese market. The company has 32
employees and 1997 turnover was estimated at HUF 1.0 hillion.

In recent years Gamax hired a sgnificant number of new employees and broadened the
scope and variety of its assgnments. Management believed that the company’s
adminigrative and business structures were no longer adequiate to effectively operaethe
firm. Gamax hired AAM to assst management to rationdize the administrative processes
(including finance/accounting, procurement and human resources) for greater effectiveness
and improved information.

AAM achieved the following tangible results for Gamax:

! At thetime of thiswriting $1US = 202 HUF.
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AAM mapped out, andyzed, and revised the company’s adminidrative sysem. AAM
documented the results of this evauation, including new working modds and
procedures, and prepared a detailed action plan. Gamax began to implement the new
procedures under AAM’s supervison. Gamax is expected to complete the
implementation by June, 1998.

Gamax will more efficiently plan and control individua software development projects
as aresult of implementing the revised adminigtrative sysem. Furthermore, the
company will be able to more accurately measure the performance of individua
projects.

Gamax’ management will have a much better picture of the company’ s business
dtuation as aresult of these improvements to the adminigtrative procedures.
Informeation flow and effectiveness will sgnificantly improve, and this facilitates
improved decison meking, induding the ahility to control cogs.

Gamax will better coordinate and control procurement procedures. AAM estimated this
should result in cogt reductions of gpproximeately 8%.

Promo Trade Development Kft.

Promo Kft. operatesin three business areas. advertisng agency, exhibition organization,
and trade fair representation. Promo is based in Budapest and has 54 employees. Its
estimated revenue for 1997 was HUF 1.2 billion.

Inits efforts to expand the company’ s business activity, management recognized alack of
adequate information to determine the effectiveness of the three profit centers, aswell as
the profitability of individua projects and accounts within the profit centers. Promo hired
AAM to create new management procedures and interna controls for the company,
establish methods for measuring costs and performance, introduce anew financia control
system, and plan a new management information system.

AAM achieved the following tangible results for Promo:

AAM completed mapping of the work and informeation flows and the interna business
procedures. They revised these procedures to support management’ sincreasing
information needs. AAM reorganized current procedures, and developed new business
models, a cost and performance measuring system, and a management information
sysem. These now form the core of Promo’s management control system.

AAM documented the restructured procedures, and delivered an action plan. Promo
commenced implementation of the system under AAM’ s supervison. Promo expects
to complete implementation of dl system eements by March, 1998.

This improved management control system will enable Promo’s management to
measure the performance and effectiveness of each profit center. Promo will be ableto
messure the profitability of individud projects and consultants.
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AAM incorporated a cost measurement feature into the new system. Thisimproved
planning should reduice costs by 10%.

AAM revised the pricing system, and Promo began to implement it. Once Promo
completes implementation of this system, pricing levels are levels are expected to rise
by up to 5%. Thisshould result in higher profits.

Argumentum
Bar Code

Bar CodeisaBudapest based company that distributes and ingtdls bar code scanning
equipment and labels for awide range of products and customers. The company aso
deve ops software goplications for specidized equipment scanning needs. The business has
43 employees, and estimated revenues for 1997 were HUF 200 million.

The owners of Bar Code recognized that their company’ s organizationa structure was no
longer responsive to the needs of current and potential customers. The owners also redlized
thet the informa manner by which they attracted new businessin the initid stages of the
company’s growth were no longer suitable to maintain the company’s postion in the
market. Bar Code hired Argumentum to help the owners define the company’ s corporate
objectives for the next five years, and cregte a new organizationd sructure to enable the
company to achieve these objectives.

Argumentum achieved the following tangible results for Bar Code:

Bar Code adopted the new corporate objectives it defined with Argumentum. 1t will
work with Argumentum to develop anew saes drategy to achieve higher sdesleves.

With Argumentum’ s assistance, Bar Code now has a new marketing plan that it will
utilize to direct its sdes growth.

Bar Code implemented the new organizationa structure developed by Argumentum.
Argumentum will undertake a new assgnment with the company to define anew
corporate management system to better define the roles and functions of employees
within the firm. Thiswill improve operating efficiencies, thereby improving the ability
to target new sales opportunities.

Bar Code improved the utilization of various sales channds, and increased its market
share approximately 5%.

Bar Code now includes customer survey and feedback information into its product and
sarvice development. This should result in increased levels of business.

Bar Code improved the use of its suppliers, and expanded its own role in the provison
of equipment and servicesto customers. Thisshould result in increased leves of
busness.
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Saldo

Sddo isabook publishing and consulting company located in Budapest thet was privetized
through an employee buy-out. Saldo provides arange of services from textbook and
newdetter publishing, to the cregtion and distribution of various software programs, to
direct or telephone consultation in finance and taxation. Sado has been in business for
over 40 years. Saldo has 150 employees and estimated turnover for 1997 was HUF 600
million.

Sddo contracted Argumentum to identify the profit and loss making activities within the
company. Once Argumentum identified these, Argumentum was to design amarketing
drategy to increase profit making activities, and to define clear corporate objectives for
Sddo’s future.

Argumentum echieved the following tangible results for Sddo:
Sddo now undergtands the need for marketing and it established a marketing division.

Sddo reported an increase of 10% in market share as aresult of improving its sdes
channels through Argumentum’ s recommendations.

Sddo top management now has an improved information and communication system,
thereby improving decison making options. This should result in increased business
for the company.

Sddo now utilizes customer oriented survey information in order to improve the
savices it providesto its cusomers. This should result in increased sdes.

Confidence
Elma

ElImaRt. isthe largest domestically owned producer of gople juice concentrate and juice
nectarsin Hungary. The company islocated in Ersekhalma, southern Hungary, and has
200 employees. Edimated turnover for 1997 was HUF 4.0 hillion, asignificant portion of
which came from exports to the USA, Jgpan, Western and Centra Europe, and Russia

While Elmahas agood postion in a highly canpetitive market and is profitable, the
Managing Director had difficulty in eaborating a growth and operating strategy for the
company. He was a0 concerned with the high level of overhead costs. Elmahired
Confidence to resolve this Stuation with atwo part project: firg, to assst the company to
develop adrategic plan, and amore detailed action plan to implement recommendetions;
and, second, to work with EIma s management to improve the financia management and
control systems.

Confidence achieved the following tangible results for Elma:

The Managing Director and his top management team, through the guidance and
sgnificant technica input from Confidence, evauated and agreed to a Strategy for
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the company through the year 2000. This strategy was daborated through a disciplined
planning process directed by Confidence, and incorporates much of the market
research, benchmarking, and other factud andys's completed by Confidence.

Confidence directed the preparation of detailed action plans by EIma s department
managers, outlining tasks and respongibilities for the purpose of implementing the
drategy. The company is now implementing these.

Asareault of Confidence s training and guidance, Elma management now understands
the importance of corporate planning, and gpplies amore disciplined, focused and
drategic way of thinking towards the company’ s future. Planning was previoudy a
fragmented process. Now thereis greetly improved integration of planning across
departments. Furthermore, Confidence implemented a framework for the planning
process that isin place and can be utilized in future years.

Confidence defined the framework for a management information systlem, and Elmais
now implementing it. Confidence defined information flows ard requirements among
the departments, and each manager is now responsible for ensuring that his’her
department can and does fulfill this need. Confidence worked closdly with ElIma's
software devel oper to ensure that the computerized information system can deliver the

necessary information.

Confidence grestly strengthened EIma sfinancial management through a series of
recommendations that the company is now implementing. The key improvements
indude better integration and internd controlsin the budgeting and cost management
system, ddfinition of the role of the newly hired controller, and the establishment of a
system of routine cost variance andysis to identify and contral deviaions, and meke
these part of manager evauations.

Confidence recommended arevised and streamlined organizationd structure for better
control. There are now clear departmenta responsibilitiesand gods. Asnoted above,
departments are no longer working in isolaion of one another, and improved the
integration of their acivities. This should result in management’ s ability to more eadly
identify cost and profit centers, leading to overdl improved profitability.

In-Time

In-Time Kft. isacompany involved in internationd shipping, warehousing, customs
dearing, and courier sarvices. It was the first Hungarian owned shipping company. In-
Timeislocated in Budapest and has 60 employees. Turnover for 1997 was HUF 1.0
billion.

I n-Time experienced dynamic growth since its founding in 1988, and exigting management
systems were no longer sufficient to dlow for proper control of the company. In particular,
management needed to improve its understanding of income and codts, establish key
departments as cost centers, develop better information for decision making, and improve
customer service. InTime hired Confidence to work with management to establish a
modern management information system and to restructure the company’ s organizetion
for greeter efficiency and responsiveness.
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Confidence achieved the following tangible results for InTime:

Confidence prepared, and In-Time adopted, a more appropriate methodology for
alocating revenues and codts to profit and cost centers.

In-Time implemented improvements to its financia and commercia management
controls that Confiderce recommended.

Confidence worked closdaly with the company’ s software devel oper to make gppropriate
changesto In-Time' s computerized information system that correspond with the
revisions Confidence made to the financid and commercid management systerms.

In-Time isimplementing other changes in management procedures based on the action
plan Confidence deve oped.

In-Time adopted the revised organizationa structure that Confidence designed and
recommended. This new structure consolidates departments into a reduced number of
logicd profit and cost centers, thereby improving the company’ s ability to measure
profitahility.

Confidence worked with the software developer to ensure that the new cost center
Sructure was incorporated into InTime' s computer system.

Mediagnost

Mediagnost Kft, located in Budapest, is a producer of medica diagnostic equipmernt,
primarily xray tables. The company’s entire product lineis exported. Mediagnost has 45
employees, and 1997 turnover was projected at HUF 600 million.

Mediagnog hired Confidence to assist in restructuring the business for improved tax
efficiency and greater cost control. Due to cost concerns the company delayed
commissoning areview to improve its inventory management system.

Confidence achieved the following tangible results for Mediagnost:

Confidence determined that an effective restructuring required dividing Mediagnost

into two separate companies. One company would be atrading company, and the other
would be a manufacturing and development company. This reorganization would

result in aclearer identification of revenues and costs due to the separation of these
fundamentdly different activities.

Subsequent to the ddivery of Confidence s reorganization strategy, but prior to its
implementation, Mediagnost’ s management decided to acquire a company that isamgor
supplier of components for its diagnostic equipment. Asaresult, Mediagnos's
management decided to focus immediate attention on integrating the new acquigtion into
the company’ sactivities
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Although this development will delay, and perhaps obviate, implementing Confidence' s
reorganizetion strategy, Mediagnost’ s management were so satisfied with Confidence's
work that the client requested Confidence to assst Mediagnost in integrating the new
acquisition into the company’ s operationd srategy.

Gordius
Beltex Kft

Bdtex is a Budapest based company that imports and distributes work safety and hygiene
products, and paper productsto the catering industry. 1t has been operating since 1991. It
has 40 employees, and estimated revenues for 1997 were HUF 805 million.

Bdtex grew rapidly snceitsinitid operationsin 1991. It isthe exclusve representative
for Kimberly Clark in Hungary. Asaresult of such rapid growth, the company’ sfinancid
management systems became inadequate. Beltex hired Gordius to conduct afinancid
review of the company, review the financid management systems, and assess the financia
contribution of the company’s digtribution agents and determine if they were effective.

Gordius achieved the following tangible results for Beltex:

Asareault of Gordius review of the financid management system, Gordius diminated
arorsthe client made in invoicing to cusomers. This reduced customer dissatisfection
by diminating invoices that overbilled for products. Thisaso increased Beltex's
revenues by ensuring theat invoices captured al products that the company sold, and
reduced potentia tax fraud problems.

Gordius created a better inventory management and control system, resulting in reduced
codts from missing inventory and servicing customer requests more rapidly.

Asareault of Betex's satisfaction with Gordius work, Beltex requested that Gordius
design and improve systems for the company’ s warehousing and headquarters.

Correct Co.

Correct Co. isaBudapest based firm that has been in busnesssince 1991. Correct isan
importer and wholesale digtributor of pgper. The company has 15 direct employees, with
an additiond 30 agents. Edtimated revenues for 1997 were HUF 940 million.

Correct Co. grew sgnificantly since 1991. The company faces strong competition, but it
has contracts to serve as the exclusive representative for a number of foreign companiesin
Hungary. In order to better integrate the operating efficiencies of each of the four separate
business entities servicing different paper customers, the company hired Gordiusto review
the option of restructuring the company.

Gordius achieved the following tangible results for Correct Co.:

Gordius determined that Correct Co. should reorganize into a holding company thet
owns eech of the separate operating divisons.
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Correct Co. implemented the Gordius recommendetion to reorganize, and legdly
transformed its registration to become a corporation. This revised corporate structure
and legd gatuswill enable Correct to identify potentid investors and incorporate
‘formd’ financing into the corporation.

Asaresult of Correct Co.'s satisfaction with Gordius work, Correct Co. requested
Gordius do additiona work and assst Correct Co. to prepare abusiness plan to gpply
for bank fineancing.

MACRO
Euro-Boltozat

EuroBoltozat is a Gyor based company that constructs drinking water supply systems and
sewage systems. The company has been in busness since 1987. 1t has 40 employees, and
1997 revenues were estimated at HUF 420 miillion.

Euro-Boltozat' s primary concerns were to stabilize and increase its market postion. The
company believed thet it could do this effectively by developing aqudity system asabass
by which its customers could measure it againg international Sandards. The company was
aso concerned about improving the financid efficiency of its operations. EuroBoltozat
hired MACRO to design and ingd| a qudity management system and to review and
improve the company’ s overall business processes.

MACRO achieved the following tangible results for Euro-Boltoza:

Euro-Boltozat is utilizing a new system to review potentia contracts that MACRO
developed and ingdled. T hisimproves the client’s ability to measure potentid contract
profitability.

Euro-Boltozat is benefiting from a new document and data control system that
MACRO developed and ingaled. This enables employees to reduce the time they

require to complete interna business processes, thereby improving cos-effectiveness.

Euro-Boltozat is now utilizing a new sub-contractor evaluation system. Thisenables
the company to determine whether potentia sub-contractors are able to provide the
necessary range of services, and at what price.

MACRO designed and ingtdled a new error prevention system. This system will mean
reduced time and costs to Euro-Boltozat, as employees will complete processes
correctly thefirgt time, rather than the company incurring costs to re-do jols and utilize
additiond raw meterids.

Hidrotechnika
Hidrotechnikais a company located in Gyor. The company ingals drainage sysems and

pipdines. It has beenin busnesssnce 1991. It has 45 employees, and 1997 revenues
were estimated & HUF 550 million.
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Hidrotechnika wanted to expand its sdes by expanding its market share. The company
lacked a documented operations procedures, and dl processes throughout the company
were completed on agrictly verba basis. The company hired MA CRO to inditute a
system of business process development and re-enginesring in order to improve internd
operations before accomplishing its objective to expand market share.

MACRO accomplished the following tangible results for Hidrotechnika

Hidrotechnika implemented the jug-in-time system for raw materid purchasing and

dorage that MACRO designed. Thiswill lead to better inventory management and

reduced costs. Hidrotechnika can pass these cost savings on to customers. Thiscan
led to an increase in market share.

Hidrotechnikais utilizing anew MACRO designed process identification and tracing
systemn that enables the company to price potentid jobs more accurately. Thismay lead
to increased market share, as the company will be able to project more precisdy its
cogts to complete certain business operations.

MACRO ingdled anew system to more effectively measure offerings from potentia
sub-contractors. Thisimproved information will aso enhance the offering
Hidrotechnika can indude in itsjob bids.

MACRO conducted a quality/customer awareness training session for Hidrotechnika s
employees S0 they better understand the importance of ther rolein providing aqudity
product to the customer.

L-CONT

L-CONT isacompany located in Gyor. It began business operationsin 1989. The
company sdlsand ingdls fire detection and security systems. It has 40 employees.
Revenues for 1997 were estimated at HUF 170 million.

L-CONT recognized that in order to remain competitive, it needed to incorporate a better
customer focusin its business operations. The company lacked any written systems that
defined what tasks employees were supposed to do and how they were supposed to do
them. L-CONT hired MACRO to develop an organizationa quaity system, establish
business processes that were customer oriented, and reorganize some of the interna
business processes.

MACRO achieved the following tangible results for L-CONT:

L-CONT now utilizes anewly developed and ingtdled qudity system that
managemeant audits on aregular basis. This system that MACRO designed enables the
company to be sure that it congstently produces products a the same high standard.

L-CONT has a preventive management system that MACRO designed, whereby L -
CONT can remedy potentid problems before the production/ingdlation processis
completed. This reduces costs and improves customer satisfaction.
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L-CONT utilizesaMACRO deveoped project monitoring system. This system
enables management to review a job-in-process on an ongoing bas's, rather than
reviewing a contract after it iscompleted. This reduces errors and waste, thereby
reducing cods. It aso improves customer satisfaction.

OPEL Barcika

OPEL Barcikais an automotive sales and service company. It islocated in Kazincharcika,
and employs 36 people. The company’ s estimated revenues for 1997 were HUF 490
million.

OPEL Barcika faces strong competition from other automotive sales and service companies
in Hungary. The company decided thet it needed to strengthen its market postion. It
decided that one strategy to accomplish thiswas to differentiate itsdlf from its competition

by achieving internationd quality standards and improving its customer focus. OPEL
Barcika decided to hire MACRO to design a qudity control system, become a certified ISO
company, and improve their employees skillsin deding with cusomers,

MACRO achieved the following tangible results for OPEL Barcika

OPEL Barcikaingdled and utilizesaMACRO designed error prevention and
correction system. This reduces the likelihood that customers will receive a defective
service or product, thereby improving customer satisfaction.

OPEL Barcikanow utilizesa MACRO designed after-sdes and servicing customer
feed-back system to measure customer satisfaction. The company can use these results
to improve the type and levd of sarvice it providesto its customers, thereby hoping to
expand its market share.

OPEL Barcikaregularly conducts an interna qudity audit to be certain that the

company provides qudity products and services to customers on an on-going besis
Thisdso improves customer satisfaction, and can result in increased sales.

OPEL-Barcika has a documented qudity system to ensure that employees utilize a
standardized process to provide a conastent level of quality service to customers.

Vasep-Dekopan

V asep-Dekopan is a company located in Szombathely. The company began operaionsin
1990. It has 60 employees, and revenues for 1997 were estimated at HUF 130 miillion.
The company sdisand ingdls flooring, wallpaper, and other wal coverings.

V asep-Dekopan’s main objectives were to sabilize and expand its market position. The
company believed that it would gain a competitive advantage by achieving ISO

certification, thereby salling itself as a company that adheresto internationaly recognized
gandards. The company hired MACRO to design and ingtall a quality management system
and to train the management and employees on key qudity principles.
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MACRO achieved the following tangible results for V asep Dekopan:

V asep-Dekaopan now has anewly ingaled MACRO designed qudlity control system.
This reduces errors and waste, thereby reducing the company’ s codts.

A newly designed and improved storage system for raw materids enables the company
to better manage what is available and prevents over-purchasing. The new storage
system a0 enhances the shef life of the products. Both of these will reduce codts.

Asaresult of MACRO' swork, the company now has a system that inspects and tests
al incoming materids, reviews work-in-process, and has an improved find ingpection
process. This reduces the level of work that employees must re-do, thereby reducing
costs.

Managers and employees better understand the implications of quaity management on
the company as aresult of the training sessions that MACRO conducted. Thiswill
improve the success of the quaity management program that V asep Dekopan has
indtituted.

Vasep-Kalor

Vasep-Kdor isacompany located in Szombathely. The company manufactures gas
fittings and heating equipment, and indals centrd hesting systems. 1t employs 40 people.

V asep-Kdor faces srong competition in its market. In order to stabilize its market position
and poise itsdf for expansion, the company recognized thet it had to reduce costs and
improve operating efficiencies. The company has awide range of customers and sub-
contractors. It lacked proper systems to monitor internal business processes or externa
suppliers. The company hired MACRO to indtitute a Sandardized system for the company
to improve its internd operations, enabling it to expand its share of the market.

MACRO achieved the following tangible results for VasepKaor:

V asep-Kaor now utilizes an error correction/prevention sysem. This MACRO
designed system enables the company to identify and correct errors early in the
manufacturing or ingalation process. Thisresultsin a reduced rejection rete of
manufactured products, thereby improving efficiency and cods.

MACRO ingalled anew internd qudity audit syslem that management uses to review
the quaity of business operations on an ongoing bags, thereby continuing to be cartain
that products and services remain at a conggently high level. Thisimproves customer
satisfaction and can lead to new customers.

Vasep-Kaor now has a sub-contractor evauation system that it uses to measure
whether potentid sub-contractors are able to provide the required level of quality on
products and services. This system identifies potertid problems with sub-contractor
products before Vasep-Kador incorporates these items into its own production

processes, thereby reducing costs.
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Vasep-Szer

V asep-Szer isbased in Szombathely. 1t began operationsin 1990. Egtimated revenues for
1997 were HUF 130 million. The company isamaster builder and generd contractor. It
employs 100 people.

V asep-Szer recognized that in order to remain ahead of its competition, it would need a
means by which to differentiate itself. Vasep-Szer hired MACRO to improvethe
company’s business processes, improve its overdl operating efficiency, and prepare the
company to be pre-assessed for 1S0O certification.

MACRO achieved the following tangible results for Vasep Szer:

MACRO ingaled aqudlity control system ingtaled. Vasep-Szer successfully
implemented the system, and this enabled it to get pre-assessed and approved by a
third party SO certification group. Thisfeature will distinguish Vasep Szer from
many other condruction companies, and should serve as amarketing point to attract
new business.

Vasep-Szer's new MACRO designed sub-contractor eva uation system engblesit to
pre-determine the quality of products and servicesiits potentia sub-contractorscan
provide. Thisimproves the company’s ahility to identify any potentiad problemswith
products and services before Vasep Szer preparesabid. This can reduce costs and
improve profitability.

The company utilizes an improved records handling and storage system designed by
MACRO. This, in conjunction with an error correction and prevention system, means
that the company improved its overdl business processes and functions. Thiswill
result in reduced process time to complete work, thereby reducing cosis.

MACRO conducted training for management ard employeesin qudity principles,
which asssted Vasep Szer to successfully adopt and implement the new systems.

Vill-Korr

Vill-Korr began operationsin 1990. The company islocated in Gyor, and employs 45
people. The company assembles and indtalls heavy eectricd systems. Revenuesfor 1997
were estimated a HUF 600 million.

Vill-Korr's primary cusomers were loca governments and utility companies, with only a
few private industria firms among its customer base. The company recognized thet to
expand it would need to improve and standardize business processes. Vill-Korr hired
MACRO to review and improve business processes and design and implement a qudity
management system focusing on customer stisfaction.

MACRO achieved the following tangible resultsfor Vill-Korr:

Vill-Korr’s qudity system now includes a MACRO designed project service

Hungarian Consulting Development Project



planning, vaidation, and verification sysem. This enables management and employees
to measure and verify results throughout a project, rather than waiting until a project is
completed. This reduces cogts and improves customer satisfaction.

Vill-Korr'snew MACRO designed error correction and prevention system also
contributes to improved project management and implementation. It identifies potentia
problems, and corrects these early within a particular process cycle, rather than waiting
for the completion of the cyde. Thisimproves overd| operating efficiency and reduces
costs.

MACRO ingdled awork identification and tracking system thet Vill-Kor now utilizes
to review work in process. When the company identifies problems, the system enables

management to identify who in the process is repongible, and then correctsthis
segment of the system. This reduces time and costs to correct potentia errors.

Thetraining that MACRO provided to the staff on qudity principlesled to an

increased leve of employee buy-in to accept the new business systems that the
company adopted.

Qualit-I nvest
Blondel

Blondd Kft. islocated in Kisvarda, northeast Hungary, and is a producer of picture frames
and furniture. Among its cusomersis IKEA, the large Swedish furniture
manufacturer/retailer. The number of employees increased recently from 150 to 190 after
the company opened a new picture frame manufacturing workshop. Annud revenues for
1997 were HUF 400 million.

Since Blondd was privatized, management faced particular chalenges to establish a
corporate strategy and to revise work processes. The company hired Qudit-Invest to
develop a dtrategy, restructure business processes, and to establish atotd quality
management system. The project induded atota company review in order to obtain 1ISO
certification.

Qudlit-Invest achieved the following tangible results for Blondd:

Blondd management, with significant guidance and technica input from Quadlit-Inves,
has devel oped and adopted a medium term strategy for the company, dong with the
necessary action plans and an investment plan to support implementation of the
drategy. This strategy represents a sgnificantly changed atitude on the part of
management. |t now focuses on alonger term vision for the company, rather than
focusing on day-to-day issues.

Qudit-Invest completed a marketing survey for Blonddl, and this data served asthe
bassfor the company’ s srategy. Thiswasthefirs time Blondd utilized market survey
informetion to any extent to make key decisons. It led to Blondd developing new
products. For example, the survey revedled a growing market in Hungary for more
modern Kyled picture frames. Blondd is responding to thisinformation and meeting
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this market demand. This should result in new sdes.

Blondd reorganized and refocused the marketing function within the company.
Previoudy the marketing/sales manager aso had responghility for production.

Through recommendations made by Qudit-Invest, he now concentrates solely on
marketing activities. Asaresult, Blondd improved its product quality, obtained severd
new clients, and successfully won back severa former customers. This should dl result
in additiond sdes and increasad profitability.

Quadlit-Invest mapped, refined, improved for efficiency, and documented the working
procedures for dl departments. It defined dl of the quality control points for
production. Employees are actively using the new procedures and have a better
understanding of their jobs. Blonde significantly reduced itsleve of rgectsin
production, representing area cost savings for the company.

Blondd improved internd financid management. Quait-Invest made improvements
by defining new reports analyzing product costs and cash flow. Thesegive
management a much better understanding of the company’ sfinancid Stuation.
Management can now take necessary actions to improve financia performance. The
company il needs to upgrade its software and hardware systems and ingd| a network
for greater efficiency.

Qudit-1nvest, working with company management, established 90% of the quaity
management system. It expects to complete this within three months. 1t completed and
ingaled documentation necessary for SO certification for most departments.

There is avisble improvement in employee morde. Qudit-Invest, with the support of
management, discussed this project with employees sothat they understand its
implications. Employees now understand that management is taking actions to ensure
the company’s surviva. The company opened a new production line and established a
new qudity management system. These actions taken together gave employees grester
confidence and awillingness to work with management to achieve Blondd’s gods.

Matra Malom

MéaraMadom isagrain processng company located in Gyongyos, northeast Hungary. The
company produces flour made from wheat. It currently has 200 employees after a
sgnificant staff reduction last year. Méra Mdom’s annua revenues for 1997 were
estimated at HUF 1.0 billion.

MatraMaom'’ s management recognized the need to restructure its operations, but was
unsure how to accomplish this. The company hired Qudit-Invest to develop a strategy and
improve operations, and to develop a qudity management system to obtain [SO
certification.

Quadlit-Invest achieved the following tangible results for MatraMaom:

Management’ s view about managing and leading the company improved
dramaticdly. Qudit-Invest exposed management to new methodologies and

Hungarian Consulting Development Project

37



recommendations for solutions. These new options demonstrated to management how
to manage the company differently, and management responded enthusiagtically.
Qudit-Invest reportsthat, as aresult of this, the project is moving aong faster than

expected.

Matra Maom management, with guidance and input from Quadlit-Invest, established
gods for the company, dong with an overdl strategy to achievethese. Furthermore,
each department manager, under the direction of Qudit-Invest, has prepared a more
detailed action plan for hisher areas of responsbility. Significantly, the Strategy
daborates MaraMaom's qudity policy, and definesits objective to establish an
“agency” system throughout Hungary as a means to develop new customers and
increase sales.

Qudlit-Invest thoroughly andlyzed, refined for greater efficiency, and implemented
work flows and procedures for production. While the changes in technologica
procedures were not due significantly to technologica condraints, it is important that
these procedures are now findly documented. Quadlit-Invest is continuing with a
amilar review of proceduresin dl other departments, and expectsto completetheseby
April, 1998,

Quadlit-Invest scrutinized management reports and recommended changes for greater
effectiveness, and Matra Maom'’ s management now utilizes these new reports.

While Qudit-Invest did not yet fully complete this project, it is on schedule with all
activities necessary to establish the quality management system. It should conclude the
quality audit for 1SO cetification in July or August, 1998. These activitiesinclude:
edablishing a srategy and action plan, defining and implementing aqudity palicy,
refining and documenting work procedures, establishing qudity controls, and preparing
personne files, anong others.

Qudit-Invest is conducting a supplementary market survey that it expectsto complete
by late February,1998. The survey includes extengve interviews with customers, and
will provide abasis to define how MaraMaom will utilize the network of marketing

agentsit isestablishing. The survey information will so be useful to the agents as
they gpproach potential new customers.

Elattro

Elattro Kft. isafurniture trading company tha has severd retail shops around the country.
Themain officeislocated in Budapest, but it doesfocusitstrading activity on provincid
cities. The company is developing very quickly. It employs 50 people, and is continuoudy
expanding its busnessin the countryside. Revenues for 1997 were gpproximatey HUF 35
million.

The rgpid growth forced management to acknowledge that the company’ s organization,
management information system, and financia controls were inadequate. It hired Qudit-
Invest to reorganize and establish a new management information system and controlling
system, re-engineer business processes through TQM techniques, and reorganize the
company’s operations in order to meet SO specifications.
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Qudlit-Invest achieved the following tangible results for Elattro:

The company, with guidance and assistance from Quadlit-Invest, established godls, as
well as an overdl drategy to achieve these. Furthermore, eech department manager,
under the direction of Qudit-Invest, has prepared amore detailed action plan for hisher
areas of respongbility.

Qudit-Invest reviewed Elattro’s organizationd requirements, and recommended a new
dructure. Elaitro implemented the revised sructure, which it urgently needed asa
result of the rapid growth it experienced in the past two years. The company grew from
five to fifty employees, and from one retail shop to twelve. Quadit-Invest aso prepared
position descriptions and established a personnel system.

Qudit-Invest andyzed work flowsin the retail shops. Elattro implemented
standardized procedures that now make performance measurable and controllable.
Previoudy the shops devisad their own methods of working. Qudit-Invest is
continuing its review of work flows in other departments (e.g., accounting, purchasing,
etc.), and expects to complete this by the end of March, 1998. Qudit-Invest will
document al of the work procedures to establish the quaity management system.

Elatro recently implemented a new management information system providing an on
line connection with its retail shops. As part of this project, Qudit-Invest isreviewing
the management reports produced by this system to determine their adequacy. Elattro
will be able to implement any changes by the end of February, 1998.

Qudit-Inves identified an individua to work as the Co-Managing Director with
respongbility primarily for financid matters. Elattro hired this person, and his
presence will enable the Managing Director to focus on marketing and further growth
of the busness.

Additional Tangible Results

It isclear that end user firms achieved sgnificant tangible results because of the consulting
assstance HCDP consulting partners provided to them. These end userswill likely see
additiona results after the Task Order period is completed. RONCO provided
USAID/Budapest with completed mission designed Baseline Data Questionnaires from all
of the HCDP consulting partners and end users. RONCO aso worked with
USAID/Budapest and consulting partners to implement a mechanism whereby the mission
will bein apogtion to continue monitoring results within the end user companiesfor
wheatever time period the mission chooses to continue its monitoring activitiesin Hungary.
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VI. Standardized Methodologies

The Task Order gtated that, dthough the primary means of skills transfer should take place
through *hands-on’ assistance, the contractor should o provide formd training utilizing
standardized modd's and approaches to enterprise restructuring and reenginearing.? These
methodologies, or toalkit, would aso serve asinformation for consulting partnersto access
to answer technica business problems that they might encounter within a consulting
assgnment.

In October, 1996, the former AID/Contract Officer’s Technica Representative (COTR) in
Washington approved the Toolbox that RONCO submitted in response to this Task Order.
He confirmed his satisfaction with this Toolbox again in January, 1997.

The RONCO/AA team met with the COTR just prior to departure to Hungary in February,
1997. At this meeting he requested the team to contact and visit severd other AID

projects in the Central and Eastern European region that had undertaken consulting and
training activities with enterprise managers. The purpose of these visits were twofold: a)
learn from the prior experience of these projects about potentia implementation problems
that could arise (although these other projects were direct service providersto end users),
and, b) identify and obtain copies of restructuring and re-engineering methodol ogies thet
HCDP could incorporae into its Toolbox.

In response to the COTR’ s request, team members visited AID projectsin Sovakiaand
Macedonia. The RONCO Chief of Party (COP) also met in Hungary with the COP of an
AID project in Moldova. The team obtained copies of severd training pieces that these
projects used, and trandated them into Hungarian.

Based on a series of discussons and a memo from the COTR dated April 21, 1997,
(Appendix Two), the COTR requested that RONCO prepare and submit a new version of
the Toolbox. He aso requested that it be transferred to a user friendly CD-ROM format.
RONCO complied with both of these requests, though they were beyond the scope of work
and budget outlined in the Task Order.

The new, revised product, the HCDP Revitalization/Restructuring Toolbox, isa
comprehendve restructuring and re-engineering training tool that incorporates enterprise
restructuring and revitaization methodologies from other AID projects (Sovenia, Russia,
Sovakia, Macedonia, among others) and some internationa companies (Arthur Andersen
and Wegtinghouse, among others). It congtitutes gpproximeately 4,000 pages of text in
English ard Hungarian, and formed the basis of the weekly training sessions that HCDP
provided to consulting partners, aswell asthe training that HCDP provided to 174
enterprise managers.

RONCO provided fina text copies of the new HCDP Toolbox to AlD/Washington and the

misson on August 1, 1997. RONCO provided CD-ROM versons of the Toolbox to
AlID/Washington and the mission on November 17, 1997. Both the text and CD-ROM
formats of the HCDP Toolbox are in English and Hungarian.

% Task Order - Enterprise Restructure and Revitdization, page 2.
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Appendix Three contains a copy d the HCDP Toolbox Table of Contents.
RONCO provided copies of the HCDP Toolbox on CD-ROM to:

Consulting partners

Business Basics Foundation

Hungarian Foundation for Enterprise Promotion

Center for Private Enterprise Development

Hungarian Center for Technology Promation

Budapest Economics University

Hungarian Loca Workplace/Locd Production Foundation

The Center for Private Enterprise Development subsequently made an additional twenty
copies of the CD-ROM and distributed these to some of its clients.
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VI. Counterpart Organization

In order to provide sugtainahility in the area of training to restructuring service providers
(consulting companies) beyond the Task Order period, the Task Order required the
contractor to identify and develop the capacity d a Hungarian counterpart to provide these
services.> The contractor was to accomplish this by providing capacity building assistance
to the counterpart, make available the toolkit, and provide the counterpart with ‘train-the-
traine’ training in conjunction with the toalkit.

Counterpart Selection

At the suggestion of the former COTR, RONCO approached the Internationa Management
Center in Budapest (IMC) to determineits interest to participate as the project’ straining
counterpart. After initialy welcoming the opportunity to participete, and receiving

goprova from the COTR (Appendix Two), IMC determined in June, 1997, that it preferred
to focus on training activities thet it believed offered more significant financid

remuneration.

HCDP had begun to identify other potentid training counterparts prior to IMC's
withdrawd in June. This, too, wasin response to the COTR' s request (Appendix Two) that
strongly encouraged HCDP to develop other counterpartsin additionto IMC.

After making contact with anumber of other potentid training counterparts, including the
Center for Private Enterprise Promotion, the Management Development Center in
Debrecen, the Management Development Center at the Budapest Economics University,
and the Business Badcs Foundation, HCDP selected the Business Basics Foundation (BB)
to serve asthe primary training counterpart.

The team made this selection on the basis of anumber of factors. Among these were:

BB'’s primary function isto provide training and consulting servicesto SMESin
Hungary.

BB was successfully operating in Hungary since 1990.

Although it recelves some of its funding from the Soros Foundetion, it is required to
generate its own revenues on a‘ matching grant’ type of basis by providing servicesto
fee paying cusomers.

Asaresult of having to generate revenues, BB’ s gpproach to training is a market
oriented one.

BB was interested to learn about topics in the HCDP Toolbox that were unfamiliar in
order to incorporate these into training programsit offersto its clientele.

The response from the other organizations that HCDP approached was moderate, at best.
Potentia reasons for this will be offered in Chapter IX of this report, “Lessons Learned.”

42
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Capacity Building

HCDP assumed a market based approach in providing training to BB staff. Since BB had
been providing training services in the marketplace for over Sx years, the organization was
in an excellent pogition to know what sarvicesiits clientele (SMEs) would pay for. BB
training saff dready had sgnificant experience and skill development in the aress of
mearketing, finance, and organizationd development.

After reviewing early versons of the revised HCDP Toolbox on diskette, BB decided it
was most profitable to focus HCDP train-the-trainer activities on areas of the Toolbox
related to managing organizationa change, business process re-enginearing, and qudlity
management. BB was interested to incorporate these Toolbox topics into a series of
“Growth Management” training programs it was designing for its customers.

Training staff members of the BB began participating in HCDP weekly training sessons
for conaulting partnersin July, 1997. As mentioned earlier, weekly training sessons
focused on HCDP Toolbox topics.

HCDP aso worked with BB to pr epare and participate in HCDP sponsored training
workshops for enterprise managers (referred to later in Chapter VII of thisreport). As part
of the find capacity building exercise, HCDP had an intensve one day interactive
working/training sesson with key BB gtaff to review additional change management,

busi ness process re-enginearing, and qudity management methodologies.

Results

BB reportsthat it fully developed atraining program for enterprise managersin “Enterprise
Growth Management.” It incor porated a number of topics from the HCDP Toolbox into its
program, and is using the information in the Toolbox as part of the training it offersto

clients.

BB aso continues to offer consulting services to SMES, and even provides consulting
services to aher consulting companies. BB bdieves that the consulting services segment
of its busness will continue to expand. The organization isin the process of exploring
ways to expand its share of the training and consulting market. Providing traning services
to consulting companies, in addition to the other servicesit dready providesto SMES is
one goproach it may pursue. As BB provides additiond training and consulting servicesto
the SMEE community (including consulting companies), it will continue to digtribute
modules from the HCDP Toolbox.
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VII. Outreach Training

Thefind dement of the Task Order required the contractor to provide broader outreach

training to aminimum of 150 enterprise managersin the areas of restructuring and
revitadization* RONCO accomplished the find phase of this training eement in October,

1997, and exceeded the benchmark by training 174 enterprise managers. RONCO
submitted with the quarterly reports copies of the training materids used during these
sessons.

Theformer COTR's April 21, 1997 memo indicated that the 150 managersto receive
training should come from firms outsde of those dient companies receiving direct
assgance. Inresponse, the RONCO team targeted the outreach training to enterprise
managers from companies that were not receiving consulting assistance under the scope of
the HCDP project.

Results

On July 1, 1997, HCDP conducted the first outreach training session for enterprise
managers. The team conducted the session a the Hungarian Center for Technology
Promotion. Twenty-eight participants from a variety of private sector companies atended.
The Toolbox basad training focused on “ Strategic Planning to Revitaize Company
Performance.” HCDP consulting partners aso attended the sesson. They used this sesson
as an opportunity to market their services to some of the attendees. HCDP Hungarian staff

gaveinitid presentations on the HCDP Toolbox, how enterprise managers could utilize it,
and abrief outline of the range of topics the Toolbox induded.

On October 13, 1997, HCDP conducted a training sesson at the Budapest Economics
Universty. The Toolbox based training topic was “Financid Management.” Seventy-9x
attendees participated in this sesson. HCDP presented thistraining as part of a semester
long training activity sponsored by the Economics Universty. HCDP Hungarian staff
gave amore in-depth presentation about what the HCDP Toolbox offered to enterprise
managers, the topics it contained, and the fact that the Toolbox would be avaladle on a
CD-ROM.

On October 20, 1997, HCDP conducted atraining sesson at the Hungarian Locd
Workplace/Loca Production Foundation. This session focused on “Business Process Re-
engineering.” The BB participated as a presenter in thistraining sesson. Twelve people
atended the program. BB aso used this event as an opportunity to market its servicesto
participants.

On October 21, 1997, HCDP conducted atraining session at the Hungarian Center for
Technology Promoation. This Toolbox based session presented the topic “ Innovetive
Marketing.” Twenty-three people atended this sesson. HCDP Hungarian staff

participated as trainersin thissesson. The BB dso served astrainers by presenting a case
study to attendees. HCDP gtaff dso gave a presentation on the HCDP Toolbox.

# Task Order —Enterprise Restructure and Revitalization —Building Hungarian Capacity, page 4.
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On October 22, 1997, HCDP conducted afind training sesson at the Hungarian
Foundation for Enterprise Promotion. Thirty-five participants attended a sesson where
HCDP expatriate and Hungarian staff presented the “ Total Quality Management” module
from the Toolbox. HCDP staff dso gave a presentation about the HCDP Toolbox.

Overdl, participants responded pogtively to the HCDP training. A number of participants
indicated thet they believed they would benefit from additiond training sessons
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VIII. CONCLUSIONSAND RECOMMEDATIONS

The previous chapters of this Find Report document RONCO' s success in achieving, and
in most ingtances surpassing, the Task Order deliverables and objectives. With any project
activity, including this one, thereis arange of conclusions and recommendations that AID
will find useful to consider asit designs and contracts for other projects Smilar in nature to
thisone. RONCO offers the following conclusions and recommendations as ameans by
which AID can improve the tangible benefits from U.S. foreign assstance activities to the
targeted audience.

Program

Conaulting Company Capacity Building

The Task Order’s design accomplished AID’ s god to strengthen the capabil ity of
Hungarian consulting companies to provide restructuring and revitdization servicesto
Hungarian medium sized businesses.

The sustainability of results that RONCO achieved is enhanced because of the program
design, which required the contractor to work through consulting partners, rather then
providing consulting services directly to end user firms.

The mogt effective aspect of the cagpacity building exercise was the sKills transfer
accomplished by HCDP expatriate and Hungarian team members working directly and
closdy with the consulting partners, as the partners provided consulting services
directly to end user companies.

An essentid dement of the successful capacity building was the work that HCDP
performed through every stage of the consulting process with the consulting partners,
including a SWOT andysis of the partner firms, identifying potentid new customers,
marketing services to potentid clients, and preparing proposals. These factors were as
important to strengthening the consulting companies as the experience the partners
gained by actudly providing consulting services

Future project design should incorporate an eement of time to identify
digiblelinterested end user firms, market services to them, and prepare proposds. This
isaregular part of any consulting business cyde. This Task Order did not recognize
this

End user companies did, and should, pay significant fees for the services that consulting
partners provided. Rather than ‘subsidizing’ costs, HCDP financid assstanceto
consulting partners assumed the market entry costs that enabled the consulting partners
to enter the SME market and offer restructuring services to arange of companies that
consulting partners previoudy viewed as unprofitable to pursue. All of the conaulting
partners now view the SME market as an extremdy profitable one to pursue, and this,
too, was amgjor objective of the Task Order. The dtrategy to provide financid
assigance to the consulting partners was sound, and future project designs should
incorporate this element.

The standardized methodol ogies thet the HCDP Toolbox contains were a useful way to
supplement the direct, hands-on capacity building assstance that the team transferred
through direct, ongoing contact with consulting partners  No toolbox can replace the
skills trandfer that occurs from the sharing of human experience, nor can a toolbox
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serve as the primary basis upon which to build cgpacity within people.

Standardized Methodologies

The new HCDP Toolbox that RONCO designed is a comprehensve collection of
restructuring methodologies. It incorporates some tools from other toolboxes and
activitiesthat other AID projects found useful throughout Central and Eastern Europe
and the Newly Independent States.

Development of thisnew Toolbox was entirely outside the scope of the Task Order.
Preparing it required that vauable time and financid resources were diverted from the
more vauable, and contracted, activity of direct interface with consulting partners and
end user firms.

Now that RONCO has prepared this comprehensive product, AID should not spend
additiond financid resources to develop new toolboxes. The HCDP Toolbox isa
useful product that could be made available for broad digtribution and used by others.
AID should not require other projectsto rely exclusvely on the HCDP Toolbox to
implement training and/or capacity building activities. The Toolbox, dong with any
other written texts, is only one of many tools that implementers may chooseto utilize to
build cgpacity and transfer knowledge. Any professona who works in skills transfer
and cgpacity building will draw upon his or her own experience to reinforce technica
and judgment skillswith the target audience. By necessity, therefore, professonas on
other projects may choose to use some or dl of an available toolbox, but may aso need
to develop some basic training materids thet reflect their experience, and enable them
to communicate their message effectively. AlD should encourage this.

While standardized methodol ogies are useful to reinforce concepts and provide
assstance to resolve certain technicd questions, there is no one product that can serve
as the complete problem solving ‘bible” It is erroneous to bdieve that such a product
exigs or can be crested. Thereis no substitute for the guidance, review, and judgment
that experienced professondss bring to the problem solving process.

Counterpart Organization

| dentifying an appropriate counterpart organization to continue in the training of
restructuring providersis asound idea. However, in the Hungarian Stuation, a number
of potentid candidates (organizations) within the training market (aside from BB) do
not yet gppear reedy to make the necessary investment in saff time (and, therefore,
financid resources) that is required to learn about and use new training resources.
Their view is not sufficiently long-term to invest now in expectation of future financia
gains. Nor do they necessarily see the consulting company market as one thetis
profitable to penetrate.

Whereas the Task Order provided some direct financia assstance to consulting
partners, the Task Order did not provide any direct financid assstanceto atraining
counterpart organization. AID may have ether overestimated the revenuesthat it
believed an organization could generate by offering training to arddively narrow
group (consultants), and/or it underestimated the market entry costs thet an organization
would incur. It gppears that a combination of these factors resulted in ardatively low
level of enthusiasm in this activity.

Countries other than Hungary may have aless well-devel oped group of training
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organizations and companies that are capable of providing awide range of high caliber
training courses to private sector companies (end users or consulting companies). Itis
likely that these organizations will aso lack the financia resources to target particular
audiences, and may offer only anarrow range of training options. AID may want to
condder some type of financid assstance Smilar to the one that this Task Order
included for conaulting partners.

Outreach Training

Outreach training dements that are included in project design should serveto
accomplish very targeted objectives. The RONCO team sirongly endorsed the training
of enterprise managers within end user companies receiving consulting ass stance under
HCDP. Thistargeted training would serve the purpose of reinforcing the work that
conaulting partners were conducting within the end user companies. It would so
likely have a positive impact on how enthusiagticdly the end usersimplemented
consultants recommendations, and, ultimately, on tangible results. Training of this
type can dso go along way to demondirate to management the usefulnessto provide
training for management and employees. This strengthens the demand for additiond
training, potentialy increasing demand for services among locd training organizations.
Hungary hed alarge inflow of donor funded training activities over the last severd
years. Many of these activities promoted awide range of generd conceptsto a variety
of SME audiences. Thereis now little demand for broadly based management training
among private sector SMIEsin Hungary. Other marketsin the Centrd and Eastern
European region may demand this type of training. Management training activities
should be integrated with other program objectives.

Contract Management

U.S. foreign assistance activities can be implemented in amore timely manner by
contractors if contract management responsibilities are based in the field with the
misson. Time lost in communication between the misson and Washington causes
sgnificant implementation delays. Thereis often a difference between misson
priorities and thase of Washington, compounding potentia implementation problems.
USAID mission personne arein a better position to respond to issues that arise during
implementation, as they, like the contractor, are in the market where the project
activity istaking dace. Washington based project management often placesthe
contractor in the podition of being contractudly responsive to the COTR, while a the
same time responding to a differing range of priorities within the mission.

All members of the project team should be deployed to the fidd a the beginning of
project start-up, unless the project design incorporates a planned phase-in of personnd.
Anything short of this may lead to unnecessary delays in project implementation
schedules, or in spending less time on equally vauable program activities.

AID should avoid atificid lines between project start-up and project implementation
activities. Inthe case of HCDP, the former COTR required that the contractor not
proceed with project implementation until his arriva in country to review the work
plan and progress on other start-up activities, a which time he would determine
whether or not to proceed with implementation. This caused adday of goproximately
five weeks in project implementation. Had project management been mission

based, the work planning and initid project implementation activities could have
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occurred Smultaneoudy. The contractor could have received work plan approva
admogt immediately, rather than waiting for the COTR to find timeavailable for trips
tothefidd.

A contractor’s performance is governed and measured againgt achievement of
benchmarks and ddiverables that are defined in the contract with AID. Any requests
by aCOTR for additiond or revised activities outside the scope of an existing contract
must be negotiated with the contractor, and officia program and budget modifications
agreed to and signed by an authorized AID Contracts Officer. Draft memas or
correspondence from the COTR to the contractor, or to the contractor’ s Chief of Party,
requesting additiond services do not conditute officid revisonsto a contract, and
should not be viewed as such, either by the contractor or AID. AID contrects are
desgned so that neither party is subject to arbitrary changes to scopes of work or
budgets without adhering to officid AID contract modification procedures. Not
adhering to these officid procedures can cregte serious perceived contractua
compliance issues between AID and the contractor, generdly resulting in

misper ceptions and misunderstandings as to what the contractor is obligated to do
within the scope of work, and the budget to perform the work.

Modifications to scopes of work should be well thought out and planned. They should
include gppropriate changes to kudgets to reflect increases or decreasesin leve of
effort. Program implementation changes that do not reflect this process often result in
activities that fal short of achieving well intended objectives
AID and contractors work as partnersto implemert U.S. foreign assistance programs.
As such, program implementation isfar more likely to achieve the desired results when
AID and contractors view themsdves to be working on the same sde to achieve
mutualy desired objectives. Collegid management styles go far to promote the
likelihood of success. This project benefited from this type of process with the change
in project management in Washington and the misson.
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Addendum to Final Report
Task Order #3
HCDP Toolbox Distribution Extension
February 1998

Objective

The principle idea of the contract extenson was to disseminate the HCDP Toolbox. The
Toolbox isaCD-ROM version of 4,000 pages of restructuring and revitdization
meaterias created during the previous 10-month project period. The digtribution of this
Toolbox was to include a broad range of different types of organizations. The
organizations designated to receive this Toolbox included industry groups, professiona
associaions and other training, business or educationd ingdtitutions.

The digtribution phase of Task Order #3 encompassed the physica dissemination of the

CD-ROM, aswell asingruction in the effective usage and navigation of the HCDP
Toolbox.

Strateqy and Methodology

It was determined that the most sound and efficient strategy to distribute the HCDP
Toolbox CD-ROM broadly was to implement a direct mail program consigting of five
phases. (a) List Development, (b) Telephone Screening, (¢) Mass Mailing, (d) Telephone
Confirmation, and () Training Sessons.

The list development phase initidly included 517 potentid recipients. These recipients
were divided into one of four “categories’: (a) consulting and accounting organi zations,
(b) business foundations or professiona associations, (€) educationd indtitutions and
training organizations, and (d) manufacturing and service organizaions. Screening the
companies on the list to verify the proper mailing address (and to check if abusnessill
exiged) resulted in areduction of the 517 potentid recipients to 471 well-targeted
organizations, businesses, and indtitutions.

Oncethe ligt was findized, the HCDP Toolbox CD-ROM and a one-page direct mail
piece were mailed to the 471 targeted organizations. The direct mail piece itsdlf provided
an overview of the HCDP project and the rationale for sending the CD-ROM to the
organization; it also explained the concept of the Toolbox and ended with an invitation to
afreetraining sesson. Thisdirect mail package aso included a separate instruction page
detailing the technica requirements required to enhance the usage of the HCDP Toolbox
CD-ROM.

Each package was mailed as aregistered |etter, therefore accomplishing two functions:
(1) aregistered package created a high degree of interest among the recipients as they
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assumed it to be of specid vaue, and (2) sending the package via registered mail ensured
that each CD-ROM was ddivered to the specified person. The mailing took place over a
4-day period. The extremely low number of returned or nondelivered packages
confirmed the success of (and the need for) the initid telephone screening. The number

of returned packageswas only 7 out of 471 or 1.5%. Therefore, the tota number of
HCDP Toolboxes mailed and ddlivered was 464.

A few days after the mass mailing, a telephone confirmation campaign was conducted to
persondly invite and encourage each of the 464 recipients to come to one of the training
sessons. Tota attendance at the training sessions was 65 people. The ease of
ingalation and usage of the CD-ROM was a primary reason for many companies not
feeling the need to attend the workshop. See Lessons Learned for detalls.

There was one training session for each of the recipient categories as described earlier.
To the extent possible, the training sessions were tailored to a specific category, and the
information presented at these sessons clarified how to use the HCDP Toolbox CD-
ROM—nhow to view the materid, how to modify it, and how the Toolbox can be
beneficid. The CD ROM programmer (the creator of the Toolbox CD-ROM) attended
every session to answer technical questions regarding ingtallation or usage and to darify
individud questions related to modification of the Toolbox.

Database

A database and its corresponding hard copy, both of which contain al 471 targeted
recipients, are attached to thisreport. The list of companies on the database has been
divided into various categories as described earlier. The database aso indicates whether
or not the company was reached for screening, when the CD-ROM direct mail package
was mailed, and whether or not the company attended atraining session.

Resaults

As noted above, atota of 464 HCDP Toolbox CD-ROMswere ddlivered. Thisisa
98.5% ddivery rate. Each of the 464 targeted recipients was invited to attend atraining
sesson. The number and percentage of HCDP Toolbox recipients and training sesson
participants by category are:

Conaulting/ Educationy

Accounting Traning Foundationg/

Organizations Inditutions Asodiations

Total No. % No. % No. %

Received 464 264 57 26 5 129 28
CD-ROM
Attended 65 35 54 12 18 14 22
Session
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Of the 464 delivered packages, over 125 companies indicated during the Telephone
Confirmation campaign that one representative would attend the training sesson. In
total, 65 people attended. The attendee rate is discussed in Lessons Learned. Of those
who did atend atraining session, evauations were conducted and the results are as
indicated below:

91% rated the vaue of the training sesson to be high or very high.

87% rated the usefulness of the HCDP Toolbox CD-ROM to be high or very
high.

Of those who have dready started using the Toolbox CD-ROM, 65% rated the
CD-ROM'’s ease of useto be high or very high.

The entire distribution program was received with much gppreciation. The HCDP gaff

recorded a variety of commentaries during the Telephone Confirmation phase and
through pogt-training sesson evaluations. Those comments are attached.

Lessons L earned

The Hungarian postd system works well as measured by the successful ddlivery of
amog al packages (98.5%). Thisrdiability was proven through the usage of registered
mail, whereby a sgned receipt confirming delivery was forwarded to HCDP. However,
post office personnel appeared unprepared for mass mailings, and the exact requirements
for acceptance sometimes varied depending upon the postal clerk on duty. Similar
projectsin Hungary and other Central or Eastern European countries would be well
advised to dlocate sgnificant time up-front to discover what specific requirements exist.

List Development, the first phase of the distribution project, was not complicated.
Budapest has avariety of sources from which to create alist of businesses, professiond
firms, and other organizations. These sources are the outcome of awell-devel oped
information network, shared among a variety of organizations. The HCDP daff
extrapolated company and contact names from sources including various Chambers of
Commerce, the Hungarian Book of Lists, membership lists from professond societies
(with permission), and persona contacts. Many other Eastern and Central European
countries may not have as reliable sources as are currently available in Hungary.

The Telephone Screening phase, the second phase of the direct mail program, proved to
be one of the primary reasons for the success of the program. 1ts contribution to program
successisdirectly linked to list development. As described above, the List Development
phase comprised the collection and database entry of available addresses that appeared to
be rdevant to the project’ s objective. In addition to reducing the initial 517 pool of
potentia recipients to atargeted 471, the Telephone Screening phase resulted in making
changes to well over 75% of the 471 addresses. Any other CD-ROM direct mail project
should have a Telephone Screening activity prior to the mass mailing.
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The HCDP Toolbox was provided only in a CD-ROM format. Fortunately, most
organizationsin Hungary have both CD-ROM and 3 ¥4 diskette drives. Top-of-the-line
computer equipment, which includes the CD drive, gppears to be the norm in the
Hungarian business community. HCDP did not experience any problems by offering
only the CD-ROM format. Regiond distribution of the Toolbox in eectronic form would
require preliminary research to determine which format, the CD-ROM or the 3 ¥4’
diskette, would be most useful. Notethat if another project determined to use 3 ¥4’
diskettesin place of one CD ROM, it would require gpproximatedly five to Sx diskettes,
the result possibly leading to a more complicated mass mailing program.

Of the 464 CD-ROMs mailed and ddlivered, 194 were outside of Budapest. Given the
distance, and the fact that the CD-ROM proved to be easy to ingtal and use, most
recipients residing outs de Budapest believed that traveling to Budapest for the training
Sesson was unnecessary. |n another project where training on a more complicated or
substantive topic was essentid, it would be wise to conduct the CD-ROM mailing from a
nationa headquarters, but offer training sessons from “inter-regiond centers’ so that dl
targeted recipients would be more willing to travel to atraining sesson.

The Te ephone Confirmation phase of the direct mail program added a human eement to
ardaively nonpersond direct mail program. Exchanges via telephone dicited many
positive responses, many of which are included in the comments attached to this report.
From these conversations, persond invitations facilitated achieving 14% attendance for
the training sessons. In the direct mail business, thisleve of postive responseis
sgnificant and, therefore, suggests that the Telephone Confirmation activity was very
worthwhile and should be considered for incorporation into other direct mall programs.

All Training Sessions were carried out with success. As noted above, ease of using the
CD-ROM was a primary reason stated for non-attendance. For recipientsliving in the
Budapest area, many also reported ease of use, and in fact many were dready using the
CD-ROM by the time they attended the training sesson. The Training Sessons were
dominated with technical questions regarding the usage of Microsoft Power Point, a
software program necessary to understand in order to make full use of the CD-ROM.
Business people in Hungary are competent enough in Power Point to utilize the CD
ROM; projects in other countries may wish to determine how much “ software education”
isrequired prior to mass mailing the Toolbox.

The entire issue of distributing the “product” of a USAID project should be addressed at
the project planning stage. This ensures that gppropriate resources for the distribution
will be properly alocated from the beginning. More importantly, the “product” can be
promoted throughout the project, not just in the find distribution phase. And the method
of distribution can be planned and prepared (e.g.: list development) over alonger period.

It is recommended that any or al-possible legal issues be discussed and decided upon
before engaging in a CD-ROM direct mail program. These legal issues encompass a
varied and wide range, from rights to commercid distribution to intellectud property
rights. The legd issues would need to be reviewed on a country-by-country basis.
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Recommendations on Methods of Distribution

Given the one-month time period in which to implement this CD-ROM didtribution
project, mailing the CD-ROM with adirect mall piece and following-up with a telephone
confirmation call wasthe best strategy. With more time, aternative methods of
distribution could be considered, and these are addressed below.

If the Hungarian postdl system were less reliable, an dternative strategy would be to
distribute the CD-ROM at the training sessons. However, alonger period of time would
be necessary to properly market the HCDP Toolbox to create avareness, dicit interest,
and dimulate desire to attend a training session to receive a Toolbox CD-ROM. Thetota
time to implement such amethod of distribution is contingent upon the specific country
and its postal service.

Another manner in which to digtribute the Toolbox is through trade shows and other such
events, including monthly meetings held by associations or professona organizations.
Direct access to membership and targeted recipients is thereby ensured.

Didributing the Toolbox by advertisng viatraditiond media vehicles (newspaper,
magazine, ec.) isaso aposshbility. Thisdternative would be best implemented if the
human resources available for the digtribution program are low (HCDP had two
expatriates and three FSNs working full-time, with 12 daystotal for part-time FSNs).

A sophigticated method to distribute the CD-ROM could be through cross- promation.
This requires a partner (with the funded project and USAID) to digtribute the Toolbox
aong with the partner’ s product or message. The partner shouldn’t be a commercid
enterprise, but rather afoundation or other not-for-profit organization that would agree to
ashort-term, intense effort. This may require lead-time to develop amutudly respectful
business rdationship firs.

Another possibility isto establish aweb-site on the Internet and let interested people
download the software for free. This was done for asmilar AID-funded project in
Russa Thisdternative method of distribution would require some amount of marketing
and advertising to create awareness of, and interest in, the web-site. Set-up and
maintenance costs would need to be investigated on a country-by-country basis. One
advantage of such amethod isthat it provides an on-going focd point (aslong asthe
web-steismaintained) for distribution. Once HCDP' s CD-ROMSs are distributed and its
office doses, the momentum for further digtributionislogt.
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Verbatim Comments

“I like the structure of it [the CD-ROM].”

“Itisvery easy to use”

“I redlly likeit [the CD-ROM].”

“I'm absolutely interested init.” 2x

“Thank you very much.”

“I’m going to write a thank-you letter to you.”

“We ve garting working with it, and it' sredlly easy to use.”

“It seemsthat it's very useful and will be helpful to us”

. “Weare deding with exactly these kinds of issues.”

10. “1 just borrowed it from afriend, but | want one for mysdif.”

11. “I work a abank. Maybe we can have this, too.”

12. “It would be very ussful to give training sessons on the Toolbox materid in the
countryside, at the Univergties”

13. “I plan to incorporate the materid in the CD-ROM into my lessons.”

14. “I would like more information about the content of the CD, too.”

15. “I hopeit will be useful. Congratulationd”

16. “It'svery easy to use the Toolbox. Learning about the creation of the Toolbox was
very interesting. The objective of the project isnoble.”

17.“1 think it will be useful for education and consulting.”

18. “Unfortunately, not dl the enterprises and firms have the computer background to use
the Toolbox.”

19. “It can be used in Education.”

20. “After this project ends, where can | get technical assstance?”’

21. “1 would like to say thank you in the name of my colleagues for the invitation, and
thank you very much for the Toolbox, which will provide greet professond
assistance to those who get a chance to know and useit.”

22. “It'sredly smpleto useit [the Toolbox].”

23. “Thank you and good luck for the future.”

24. It sredly vduable, and thank you to the US Government!”

25. “I have ingtaled Windows ' 95 in order to be able to use the Toolbox CD ROM and |
amgoing to ingdl Office ‘97 dso asit could be auseful tool to make tailored
presentation materials.”

26. “1 would look forward to the continuation [of the project], new versons, and specid
versions about various professond fields.”

27. “It would be very useful to have this CD ROM forwarded to Hungarian universities,
colleges, and ingtitutes. This would greetly enhance the effectiveness of the
education, and it would be of great help to the teachers because it would provide them
with up-to-date information.”

28. “If it would be possible, | would like to have future additions and improvements on

the CDs.”

WCoNOUOR~WNPE
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